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MEMORANDUM FOR: Depuby Director for Intelligence
Deputy Director for Science and Technology
Inspector General
General Counsel

SUBJECT : Request for Comments on Revised Fitness Report System

1. The attached proposal by the Deputy Director for Plans recommends
changes in our Fitness Report Systenm.

a. Instead of the present five point scale (Outstanding, Superior,
Proficient, Adequate, Weak) there would be a three point scale (Out-
standing, Satisfactory and Unsatisfactory). The rationale here is that
only three of the five categories are now used to any degree and the
present scale makes 1% difficult to determine what constitutes an un-
sgblsfactory rating.

b. The reviewing official would have stronger role in the revised
system and would be responsible for ranking individuals and for adjudicating
adversely critical reports.

¢. There would be a mendatory performsnce consultation each year
as a separate action to the fitness report.

2. Your comments on these proposals would be greatly appreciated and
would aid in the current review of this perennial problem. May I have thenm
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Rating Distridbution by Cereer Service

Outstanding Strong Proficient Ade guate  ¥Weak
23.49 48.29 2k .39, 3.6% .5%
7.2% 66.6% 2h. 79 1.49 0.1%
7.0% 63.5% 27.8% . 1.69, 0.1%
6.7% 6l. 09, 27.8% 1.4% 0..%
9.3% 60.49 28.7% 1.6% 0.0%

0P/ RS 1i/68

Approved For Release 2001/05/01 : CIA-RDP82-00357R000600140021-2



Approved For ReYffse 2001/0&#+ : CIA-RDP82-00357R0Qg5001400212,

S5-E-C-R-E-T

Proposal for a Revised Fitness Reporting System

l. Background:

a. During the last twenty ycars the Agency, the Federal Government,
and private industry have experimented with a great number of Fitness
Report Forms and Systems. Much effort has been expended in analyzing
the results achicved by existing systems, and attempting to correct weak-
nessas through the development of "improved" systems and procedures.
Few tangible improvements have been realized, but there is a general
and almost universal conclusion that Fitness Reporting must be continued
for personncl management purposes, even though a truly satisfactory
system has not emerged,

b. Within the Agency, Fitness Reports have been used to rate
cmployece performance, personal traits, and potential by the use of:
(a) Adjective or numerical ratings, and (b) narrative evaluatory statements,
General agreement exists that evaluatory statements have been more
significant and have served better than adjective or numerical ratings in
providing a picture of the individual and his manner of performance.

2. Iwvaluation of Current Fitness Reporting System:

a. _Adjective Ratings: The current system uses five adjective ratings:
Weak, Adequate, Proficient, Strong, and Outstanding, to appraise the
performance of specific duties and overall performance. In practice,
however, only threc of the ratings are generally used: Proficient, Strong
and Outstanding. The trend has been to use more of the higher ratings
cach year.

CS Carcer Scrvice Fitness Reporting of Overall Performance

CS=9, 10, 11 Ci-12-13 GE-14 & Above
1962 1967 1962 1967 1967
Weak 1% 0.1% G.4% 0.1% 0.1%
Adcquate 7% 2.0% 4. 7% 0.5% 0.6%
Proficient [45% 23.0% 35.5% 18. 7% . 9. 8%
Strong 429, 69.0% | 55. 99, 76.1% . TL.8%
Outstanding 5% 6.0% 3.5% 4. 6% 17.7%

Approved For Release 2001/05/01 : CIA-RDP82-00357R000600140021-2



Approved For RMedse 2001/8801 : CIA-RDP82-00357R0Q960014002 %

A

S-E-C-R-E-T

(3). Ratling of Querall Perfovmance: In mal F
performance rating, the rater will consicde

7«‘ A (&3
COonauct, ar

include a nar:

—
M

~—
.

Pl

vill include a brief evaluation of perrormance, potent

should indicate the relative ranking of the

Mvaluation by Reviewine Official: The Revi cwing Gificer

sa
altl

ilization of the individual vated. Whenever

individual with others in the same grade and tyve of work

The reviewing officer will be responsible lor assuring

I .~ .o el .1 218 Py 1N e s ve B I
tie ratoers under bis suvervision adhere to rualisiic

standards and undertake and {ollow through on necessa

covrective actions, The reviewimgf official will e res
sibie also for resolviag any critical differcnces of opi:

e Lx cen the individual and the rater, particulavly if the
arc adverscely critical

resolved by the co.npo” at, thoy will be

"

"T‘

cerneda [or review,

A ruting of

J.(.L on to frain or

stofne Individual

tis peviormance of the work or will
wnt Lo other work., An ou
require corrective action

K

Oy probavion, reassisnment or spocizl training,  In extrome

CASCs, saeparation niay LU.’:O\\".

S N )
Of 'OLX’.‘E-Z‘L'.},.C..‘ TOn OVero

&)

s

e rio

recegnition as appropriatc

o N
AU, rocoyamoen
T

stcp meresse, or coaside

raponsible work.

Sofe LT
Approved For Release 2001/05/01 : CIA-RDP82-00357R000600140021-2

I T TR
Gl Aany il

hns warning

PDOn-

ion

B

. Ifmajor differences ennnot

irough command channels to the Carcer Sorvico

kY4

i
O

siaciory

RO

[OTASY RO




3 &g

desceriptive and

QCATLL O

ment purposcs; orher e

platitudes and do
individy il oy nis pn.‘:r"
Barrative coatent of
reports,

¥y performuance

criormance Srequivements for the duty oy

riormance ig characterized by effvctiveng
n(l iobrog mlrom\, 3ts

.O\.L.-,m. ding:
e e et

nance is so exceptional iy

=

Yore

on-to ol

requirements of the work and in compariso
of others i

imilar work as; tc) warrant spe ("al Te

cGothat only sig anificant
f’*.z’[g: Propose to combind

»111 a descriptive rat ing of cach o tuty
¥ te'provide a morc. h,’ \.ml evaluation, '

ould be recordoed "nd i Lt(‘(
viged rating scale

| }s-w c R-L‘-‘

T CIA “RDP82-00357R000600140021-2




_Approved For Release 2001/‘55101 : CIA-RDP82-00357R888600140024a

c.

S-E-C-R-E-T

Performance Consultation: At least once a year, the

supervisor will have a performance consultation with the
employee being rated. This consultation may take place
at the time the Fitness Report is being prepared or at
some previous time as circumstances warrant. When an
employece is given an unsatisfactory rating, a report of
the performance consultation will be made and forwarded
as an ""Eyes Only" memorandum through normal command
channecls to the Secretary of the Career Service Board
concerned. Such a performance consultation report in no
way relieves the supervisor from commenting on an
employee's failings or weaknesses in the regular Fitness
Report. The certification that a performance consultation
has been held on a specific date will appear on the Fitness
Report form and will be signed by the supervisor.

4, Summary of Advantages of Proposed Fitness Report System:

a.

b.

Cc.

d.

Each adjective rating will be more meaningful when combined
with the narrative description or explanation. A descriptive
rating of each element of performance (duties) as well as
overall performance will be obtained. This emphasis on
narrative evaluation will provide more useful information
for personnel management purposes.

Two of the three ratings, Unsatisfactory and Outstanding, will
require that special action follows. We will not have to '
struggle with the meaning of the marginal ''adequate’ rating
in connection with initiating an adverse action,

The Rcport of Performance Consultation will be useful to
supplement the Fitness Report when an unsatisfactory rating
is involved to provide evaluatory material pertinent to the
corrective action being recommended.

The tendency to rate all individuals ""above average'' will
be minimized.

S-E-C-R-E-T
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 SECRET

(When Filled In) ,
EMPLOYEE SER!AL NUMBER

FITNESS REPORT

SECTION A GENERAL
. NAME (Last) (First) (Middle) {z. DATE OF BIRTH |[3.5EX 4. GRADE r&. sSD
7. OFF/DIV/BR OF ASSIGNMENT 8. CURRENT STATION

€. OFFICIAL POSITION TITLE

9, CHECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT
REASSIGNMENT SURPERVISOR)

CAREER J TR:—:SERVE {TEMPORARY INITIAL
REASSIGNMENT EMPLOYEER |

CAREER-PROVISIONAL (See inatructions = Saction C) ANNUAL

SPEGIAL (Specify):

sPECIAL (Specify):
12, REPORTING PERIOD (From- to=)

J1Y. DATE REPORT DUE IN O.P.

SECTION B . PERFORMANCE EYALUATION !
1. EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES |
LIST IM ORDER OF IMPORTANCE NOT NORE THAN THE FOUR +OST SIGNIF ICANT DUTIES PSRFORMED DURING THE RATING PERIOD. RATEH
PRUF ICIENCY OF PERFORMANCE OF EACH OUTY S8Y ASS IGRING THE SYMBOL APPROPRIATE FOR THE ADJECT IVE RATIIG AND DESCRIBING
Hi NARRAT IVE FORM THE MANNER IN WHICH THE DUTY “AS PERFORMED,
U =~ UNSATISFACTORY § ~ SATISFACTORY 0 ~ OUTSTARDING
SPECIF{C DUTIES NARRAT IVE COMMENT I RaT g J
[
ta
EN
I
3,
4
J,
2, OVERALL PERFORMANCE IN CURRENT POSITION PSR EY
f TAKE 1nT0 ACCOUNT EVERYTHING ASCUT THE EMPLOYEE Ud1CH INFLUENCES HIS EFFECT{VEKESS SUCH AS PERFCRIHICE OF SPECIFIC
LIMITATIONS

2 JUTIES, PRCDUCTIVITY, COND
fanr TS

1]
iR

UCT ON JOB, COOPERATIVENESS, PERTINENT PERSONAL TRAITS OR HABITS AND PARTICULAR
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